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Introduction
The financial services industry has undergone dramatic change over the past two decades. Following the sweeping deregulation of the 1980s banks were faced with new and competitive operating environments and as a consequence strived both to increase operating efficiencies and develop new income streams through various structural and strategic change initiatives.
Implicit in such dramatic change is the relatively new orientation by banks towards marketing and more recently the adoption of relationship banking principles (Axson, 1992; Berry, 1997; Holland, 1992) . The summary effect of these changes has been the creation of a climate in which the role of the bank employee has changed from``teller to seller'' and where such employees represent a key facilitator in the implementation of relationship banking.
Within this context, this study examines the state of employee commitment in the retail banking industry. The research takes the form of a case study into one long established banking institution. The process of change and the management of the change process within the case bank are discussed and used as the organisational context within which various exploratory hypotheses about the effects of change on organisational commitment are tested.
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Organisational change within the case bank The case bank is a leading banking institution within the UK and Republic of Ireland, with a retail branch network of circa 400 branches. While change initiatives have taken place, and continue to take place, within the case bank, these are typical of those being experienced by many organisations within the industry, and include changes to structures and processes, strategies and staffing.
Structures and processes
In an attempt to become less bureaucratic and to move decision making closer to the customer, the branch network has been divided into geographically distinct operating areas. Within these, much of the decision making formerly reserved for head office has been delegated to senior managers. Typically such decisions were lending related, but developing management information systems enabled area by area comparison in a range of matters, including costs and product sales. The new structure and circulated information therefore also had the effect of introducing inter-area competition.
The various change initiatives also resulted in the centralisation of much branch outlet administration, further changing the role of the branch. In essence, the various changes are resulting in the role of the branch slowly evolving into that of sales outlet.
Structural and process changes within the case bank can be summarised as follows:
. the movement of decision making closer to the customer by the introduction of autonomous geographically based business units;
. the development of revised reporting lines, with the separation of the sales and costs functions;
. the separation of retail and corporate business to facilitate specialisation; and . the development of dedicated``group'' units, for example marketing and credit.
Strategies and staffing
In an attempt to become more efficient and effective, major cost-reduction and sales development strategies were simultaneously introduced. A dedicated bank-wide, sales division was created at head office level to coordinate training and liaise closely with marketing department in terms of new product development and implementation strategy. Weekly and monthly sales targets have been introduced for specific product groupings, with branch performance being published internally. As a result of these changes, a marketing orientation has come into a position of dominance within the organisation, with senior management being committed to the development of a true marketing orientation.
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New human resource policies have been introduced alongside these changes. A voluntary parting scheme was introduced, aimed at senior``more costly'' staff, while at the same time, school leavers and graduates were being actively recruited into the branch network at the newly created``bank assistant'' grade. This grade attracts a salary package 50 per cent below that which it replaced. A substantial training programme was introduced in an attempt to bridge the experience gap which had arisen as a result of the departure of a significant number of long-serving staff. However, the effectiveness of this was undermined by budgetary restraints and poor retention rates for the newly appointed bank assistants.
At the same time, remote distribution channels were being developed, one example being a 100 per cent increase in the size of the automated teller machine (ATM) network in the space of three years. Telephone banking and Internet banking are currently being implemented.
Strategic and staffing changes in recent years can be summarised:
. creation of mission statement and chief executive's vision;
. becoming more marketing-oriented, including growth in marketing department's size and influence, the engagement of dedicated advertising and PR agencies, and greater marketing awareness at branch level;
. increase in competition monitoring;
. development of an area-wide``retail sales'' division, with an emphasis on developing personal selling skills and measuring sales performance (both in terms of``number'' of sales and``quality of service'');
. voluntary parting scheme for senior and long-service staff;
. regular intakes of school leavers and graduates at the newly created`b ank assistant'' grade;
. new salary scale for junior appointees;
. development of an area-wide training team to develop key skills and operational competency (discontinued due to cost factors); and .
introduction of area managers to take control of geographical concentrations of branches.
Change within the case bank ± summary The cumulative effects of the various changes which have impacted on the retail banking sector have resulted in fundamental changes to organisational structures, systems and processes, and to management strategies. Such changes in the case bank have been manifested in structural change, staff recruitment and working practices changes and an embracing of relationship marketing strategies across the organisation, the latter involving new and high
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129 technology distribution channels. While such change has been extensive for this particular institution, it remains typical of that undertaken at industry level, both in the UK and the USA. The extent of the change which has occurred within the case bank is such that it has profound implications for both values and working practices within the organisation. Since these are the cornerstones on which organisational commitment is founded, an understanding of the impact of such change on commitment levels within the bank is essential for its future development.
Organisational commitment and organisational change
The impact of organisational change on various facets of individual behaviour is well documented. Demers et al. (1996, p. 22) contend that:
Organisations tend to be very good at planning and orchestrating the technical and structural aspects of change, but poor at guiding and supporting the human side ± the personal reorientation associated with change. Smither (1994) cites five typical barriers to change associated with various sources: disruption of personal relationships, perceived threat to status, preference for the status quo, economic factors and problems associated with organisation development specialists. Similarly, techniques to help overcome these barriers have been much discussed, and include involving managers and employees in the change process, the use of informal leaders, the use of organisation development specialists and the creation of a new vision for the workplace. What these techniques all have in common is that they either rely for their success on employee commitment, or are aimed at maintaining commitment per se. The role of employee commitment in the management of change process can therefore be argued to be a central one, both from the perspective of consolidating change and from that of the likely future success of ongoing change programmes.
In order to develop this argument further, it is first necessary to examine the essential nature of organisational commitment.
Organisational commitment
Organisational commitment is a construct which attracts many definitions. For example, Jaros et al. (1993, p. 989) note that:
For over two decades, researchers have persistently and gradually refined the meaning of organizational commitment. It has evolved into a complex concept that can serve as a summary index of work-related experiences and as a predictor of work behaviours and behavioural intentions. Morrow (1983) A partisan affective attachment to the goals and values of an organisation, to one's roles in relation to the goals and values, and to the organisation for its own sake, apart from its purely instrumental worth.
This definition distinguishes between attachment based on exchange (involvement in return for extrinsic reward) and that based on a moral attachment where involvement is based on value congruence (between the individual and the organisation). This distinction is one which has been made by many researchers in the area, going back as far as Kelman (1958) , Becker (1960) and Etzioni (1961) . Indeed, Kelman distinguishes between commitment based on compliance (the individual adopts specific patterns of behaviour and attitudes in return for specific rewards and to avoid costs associated with quitting/withdrawal from the organisation), identification (where attitudes and behaviours are adopted in order to gain association with a valued third party) and internalisation (in which individuals adopt specific behaviours and attitudes because their content is congruent with the individuals' value systems).
While recognising that employee commitment can be approached from a number of perspectives, O'Reilly and Chatman (1986) develop Kelman's theme and identify psychological attachment (the psychological bond linking the individual and the organisation) as a central theme in all the various approaches to commitment. Psychological attachment, according to O'Reilly and Chatman (1986, p. 493):
Reflects the degree to which the individual internalises or adopts characteristics or perspectives of the organisation.
The three bases for an individual's psychological attachment to an organisation identified by O'Reilly and Chatman closely match those of Kelman, namely:
(1) compliance, or instrumental involvement for specific, extrinsic rewards; Each of these dimensions of commitment ± internalised, identification and compliance (O'Reilly and Chatman, 1986) ± can be seen to be threatened by any process of organisational change. Movement into new products and markets may result in changes in identification commitment as the core nature of the business (that which attracts identification commitment) changes. It is also fair to argue that organisational development which results in changes in the organisation's core underlying values poses a significant threat to internalised commitment on the part of employees ± by its very nature such change will dissolve the shared values on which internalised commitment is based. Compliance commitment can be affected by organisational change in a number of ways. The obvious case is where organisational change results in economic changes to terms and conditions of employment. It can also be argued that compliance commitment may be affected by changes in identification and internalised commitment ± for example, the dissolution of shared values between the individual and the organisation, or changes in the nature of the organisation's business, may lower individuals' internalised and identification commitment, thereby leaving compliance commitment as the main basis of employee attachment.
Many of the strategies identified above for overcoming the barriers to change emphasise the need to ensure continued employee commitment in times of change.
However, by comparing the employee commitment profile found across various employee grades in the case bank with the pattern of commitment which the literature suggests will be found, this paper provides exploratory evidence suggesting that in many instances``continued'' commitment is not possible. What may be required instead is the creation of new commitment contracts between the organisation and its employees, based on the new organisational values and practices.
The importance of employee commitment Commitment to organisations has variously been found to be positively related to such organisational outcomes as job satisfaction (Bateman and Strasser, 1984; Mowday et al., 1982) , motivation (Mowday et al., 1979) and attendance (Mathieu and Zajac, 1990; Steers and Rhodes, 1978) . At the same time, Journal of Managerial Psychology 15,2 132 commitment has been found to be negatively related to outcomes such as absenteeism and labour turnover (Cotton and Tuttle, 1986; Clegg, 1983) . Mowday et al. (1982) concluded that highly committed employees wish to remain with their employing organisations.
That is not to say, however, that such relationships are straightforward and directly observable; indeed, it appears that other variables moderate these relationships to an extent (Mathieu and Zajac, 1990) . For example, and in keeping with this, Jaros et al. (1993) found that commitment affects turnover only indirectly, through withdrawal intentions. However, what is important from the perspective of the present study is that such relationships do exist, and are associated with potentially positive outcomes for the organisation.
Adopting the theoretically sound approach of multi-dimensional commitment (O'Reilly and Chatman, 1986; Jaros et al., 1993), a number of studies have illustrated the importance of having employees whose commitment is based on more than simple compliance commitment. Smith et al. (1983) argue that many key behaviours in organisations rely on acts of cooperation, altruism and spontaneous unrewarded help from employees.
O'Reilly and Chatman (1986) found commitment based on internalisation to be significantly related to both intrarole behaviour (behaviour expected as part of the job) and extrarole behaviour (prosocial acts beyond what is outlined in the job description; actions for which the individual receives no immediate reward but which benefit the wider organisation), tenure intentions and turnover. Attachment based on identification or pride in affiliation is also related to extrarole behaviour, tenure intentions and turnover. Compliance attachment, on the other hand, was not found to be significantly related to either intrarole or extrarole behaviour or turnover, but was negatively related to intention to remain with the organisation.
Finally, two further studies into commitment and performance are of particular relevance to the present research on the effects of change on commitment in the retail banking industry. Iverson et al. (1996) found that`a ffective commitment'' (commitment based on the adoption of the values, attitudes and beliefs of the organisation ± essentially internalised commitment) has a statistically significant net impact on service accomplishment (``the perception of the employee that the service encounter was successful in creating value for the parties to the service encounter'' ± Iversen et al., 1996, p. 40); in addition, it was also found to have a statistically significant impact on employee acceptance of change. Benkoff (1997) concluded that commitment is significantly related to the financial success of bank branches.
The study Within the context of the industry-wide change discussed above, the case bank has been attempting to develop a relationship banking culture, as outlined. To assess its success to date in this regard, and to facilitate the ongoing process of change management, a research project has been established to profile the bank's core underlying culture. This will take the form of a longitudinal study,
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utilising both quantitative and qualitative sources of information. As part of the initial culture profiling exercise, respondents within the case bank were asked to complete a 12-item self report questionnaire on the basis of their individual psychological attachment to the institution (see Table I ). The initial findings from this part of the research facilitate an exploratory analysis of the effects of organisational change on employee commitment. The 12-item scale used to assess the three dimensions of commitment was derived from the 21-item scale constructed by O'Reilly and Chatman (1986) to measure the three commitment dimensions which they had identified from the literature ± compliance commitment, internalised commitment and identification commitment. The 12 items included in the shortened format used in this study were those which were found by O'Reilly and Chatman to load most highly on the three commitment categories after factor analysis. Five items measure internalised commitment, three identification and four compliance commitment. For each scale, Cronbach's alpha was calculated to assess reliability. The internalised commitment and identification commitment scales were considered fit for use, producing alphas of 0.75 and 0.73 respectively. One item was deleted from the compliance commitment scale as a result of the reliability analysis; the remaining items generate an alpha of 0.49. Respondents were additionally asked to complete a four-item scale measuring intent to leave/stay with the organisation.
The research into the relationship between change and employee commitment was essentially exploratory in nature, in that the main objective was the refinement of a research idea to facilitate further research (Kervin, 1992) . To this end, the process made extensive use of a literature search, and the information gathering stage can be viewed as a preliminary investigation, both identified by Emory and Cooper (1991) as core methods of conducting such research. Although exploratory research commonly relies on the opinions of experts and the use of focus groups in the initial stages, this was not feasible in the present case given the previously agreed structure of the wider study; preliminary gathering of information would therefore rely solely on the use of quantitative methods (the questionnaire referred to above).
The justification for the adoption of the exploratory approach for this particular study lies in the nature of the subject area, and the complex set of interacting factors which influence employee attachment or commitment. Yin (1994) notes that exploratory studies are primarily useful for the generation of hypotheses centred on the phenomena under investigation, while a hypothesis testing approach is appropriate for explanatory research. However, in this case the available literature was felt to be sufficiently robust to facilitate the development of preliminary hypotheses to guide the exploratory research. These are discussed in detail below. It was also anticipated that the research would result in the emergence of further theory and hypotheses to guide future research in the area.
Questionnaires were distributed by post to a representative sample of 200 employees within the bank's retail division. A response rate of 35 per cent was achieved after follow up (N = 70).
Comparisons were made for different employee groupings across the various measures of commitment in order to test three hypotheses relating to organisational commitment in a period of sustained change. These are discussed below.
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Hypotheses Hypothesis 1 ± internalised commitment As previously discussed, internalised commitment is psychological attachment which is based on congruence between individual and organisational values (O'Reilly and Chatman, 1986). It has been found to be significantly related to both intra-and extra-role behaviour, tenure intentions and turnover (O'Reilly and Chatman, 1986). Given its essential nature (i.e. the fact that it is predicated on shared values), it is entirely appropriate to expect that in stable conditions (those in which organisational values remain relatively constant) internalised commitment would vary across employee groupings within an organisation. The justification for this argument is best illustrated by example. For instance, younger employees with less service would be expected to share less in the underlying core values of the organisation, as their exposure to the value system would have been of much lesser duration. Similarly, longer serving employees would be expected to display comparatively higher levels of internalised commitment ± due to a longer socialisation process (during which time employees can internalise the organisation's values) and due to the fact that those who did not share the core values would be more likely to have left the organisation (high internalised commitment is associated with higher intention to stay ± O'Reilly and Chatman, 1986).
Under stable conditions internalised commitment would also be expected to be higher on the part of more senior members of staff ± on the assumption that the prosocial, extrarole behaviours and higher levels of performance associated with high levels of internalised commitment would have been instrumental in securing promotion for such individuals.
However, the first preliminary hypothesis put forward in the present study is that such effects will not be found in an organisation, such as the case bank, which has recently undertaken significant and fundamental change affecting its core values. In such circumstances, what has happened in practice is that one partner to the shared values contract has changed its values; it is therefore entirely justifiable, indeed logical, to argue that as a direct result value congruence between individuals and the organisation will be lessened, at least in the short term. As a consequence, a period of socialisation may now be required to allow employees to adopt the new core organisational values, i.e. to reestablish internalised commitment.
Hypothesis 1, therefore, is that employees in the case bank will display uniformly moderate to low levels of internalised commitment.
Hypothesis 2 ± identification commitment
As one of the country's leading financial institutions, and with a very positive/ strong market image worldwide, it was not thought likely that identification commitment would be a problem within the case bank. Identification commitment is associated with external perceptions of the organisation, and as such is less likely to be affected by internal changes.
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Hypothesis 2, therefore, is that employees will display relatively high levels of identification commitment.
Hypothesis 3 ± compliance commitment
Compliance commitment is psychological attachment based on extrinsic reward. Individuals whose commitment is based on this exchange relationship do not display the positive, prosocial behaviours associated with high levels of internalised commitment (and, to a lesser extent, identification commitment). Further, they also have a much lower intention of remaining as members of the organisation (O'Reilly and Chatman, 1986). A preponderance of employees whose attachment is based on compliance commitment would constitute a worrying sign for an organisation implementing various change initiatives and embracing a relationship-oriented marketing approach. Employees whose attachment is based primarily on compliance commitment will not share the values of such change, nor feel part of the change process ± factors which would impact on their ability and possibly inclination to deliver objectives set as part of this new strategy.
Under stable conditions it would be expected that younger employees with less service would display higher levels of compliance commitment relative to senior staff with longer service records. This is for a number of reasons. First, as discussed above, such employees have had less opportunity to internalise the organisation's core values (i.e. to become internally committed). Second, it is to be expected that (consistent with the literature) employees who fail to adopt the core values will have left the organisation over a period of time (to claim a better``exchange deal'' elsewhere). Third, it can be argued that money will be a more important motivator to young people as the extent of such individuals' satisfaction of lower order needs will, on the whole, be lower. This point is likely to have been exacerbated within the case bank by the introduction of a new starting grade attracting a salary level 50 per cent below its predecessor.
In other words, and in line with Hypothesis 1 above, ordinarily we would expect to find younger, less experienced employees displaying high levels of compliance commitment, coupled with relatively low levels of internalised commitment; the opposite would apply for longer serving, more senior employees, as discussed.
In times of fundamental change to the organisation's core values, however, this is not expected to be the case. The dissolution of internalised commitment on the part of longer serving, senior employees is expected to result in higher than expected levels of compliance commitment on the part of such employees. At the same time, we would continue to expect new, younger employees to display the profile described above (high compliance commitment coupled with lower internalised commitment).
The third preliminary hypothesis, therefore, is that employees will display uniformly moderate to high levels of compliance commitment.
In essence, we expected to find a similar commitment profile (across all three dimensions) for all grades of employees. Table II . In the case of the three measures of commitment, a low score equates to a high presence of that particular commitment dimension, whereas a high score equates to a low presence. With intention to leave, the higher the score the greater the leave intention.
As can be seen from Table II , results have been presented for 11 employee groupings. This is felt to represent all the major ways in which the employees may be broken down. The findings are discussed below.
Internalised commitment
The overall mean score for internalised commitment based on all respondents is 48.38 per cent, with a standard deviation of 16.94. Obviously, a mid-range score such as this indicates significant scope for management within the organisation to attempt to improve the level of internalised commitment.
Of much more interest in this case, however, is the breakdown of scores across the various sub-groupings identified. As can be seen from Table II , this score holds more or less constant across the various employee groupings presented, providing some support for Hypothesis 1 ± that employees would display uniformly moderate to low levels of internalised commitment. 
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As discussed above, normally one would expect to find particular groupings displaying much lower internalised commitment scores, matched by others displaying very high levels. Such effects have not been found in this case ± no significant differences in scores have been found across the various subgroups. For example, length of service does not display any of the expected effects, whereby those with longer service would be expected to display higher internalised commitment; similarly, internalised commitment holds constant across grades, sex, age, and time since last promotion.
Illustrative results (independent sample t-test) are presented in Tables III  and IV for length of service and employee grade. As can be seen from the 95 per cent confidence intervals, there is no significant difference in the mean score for internalised commitment in either case.
These results provide support for the argument that a period of sustained and fundamental change such as that undertaken by the case bank may result in the (at least partial) dissolution of internalised commitment.
Identification commitment
As was expected, the overall score for identification commitment is relatively high at 39.73 per cent, in keeping with the bank's prestigious reputation in the community at large. Again, no significant variations were found across subgroups of employees. However, in this case, this is as expected ± identification commitment is largely independent of the individual employees' experience within the organisation; it is grounded on how individuals perceive others to view the organisation. Hypothesis 2 is supported.
Compliance commitment
The overall score in this case was 51.96 per cent, with a standard deviation of 19.05. There is no significant difference between this score and that for internalised commitment. Again, the score does not vary significantly across the various employee sub-groupings, providing some support for Hypothesis 3, that in times of fundamental change employees will display uniformly moderate to high levels of compliance commitment. Tables V and VI illustrate length of service and employee grade effects. As can be seen, neither has any significant effect on the level of compliance commitment (the confidence interval includes zero in each case).
Intent to leave
Overall, intent to leave on the part of employees was found to be 36.96 per cent, with a standard deviation of 28.64. This represents a fairly positive position for the organisation, although the high standard deviation (28.64) is a cause for some concern. The measure holds constant across the employee sub-groupings with one exception. Males display a significantly higher intention of leaving than females, possibly reflecting employment by the case bank as a second source of income on the part of female respondents. As can be seen above, this difference in intent to leave is not reflected in differences in organisational commitment between the two sexes; again, this is not as expected ± since commitment scores match between the two groups across all three dimensions, it would be expected that intent to leave (which is, in part, determined by commitment) would also be constant.
Discussion
The environmental and consequential structural and strategic changes that have impacted on the case bank have resulted in significant changes to a number of core values and their associated working practices within the organisation. The findings of the exploratory research presented here in relation to organisational commitment on the part of employees provide evidence to support the exploratory argument that such changes may have a serious impact on employee commitment. While it is recognised that the absence of longitudinal data and detailed discussion with respondents represents a limitation to the research, the results do nonetheless provide significant support for the arguments advanced, as discussed below.
In particular, the change appears to have had serious implications for internalised commitment on the part of employees, providing support for the argument that change may dissolve such commitment. Further support for this conclusion is provided when the essential nature of internalised commitment is considered. Such commitment is based on shared values, and it is fundamental that when one party to a shared contract changes, then the degree of commonality (in this case the``value congruence'' between the individual and the organisation) must be loosened, at least in the short term while the other party adjusts. In the absence of longitudinal data to confirm a decline in internalised commitment during the change process, the most likely explanation which can be presented for the uniformly moderate level of internalised commitment is that employees across all grades and irrespective of age or length of service are having to learn/internalise a new set of organisational values, based in this case on a move by the organisation to a selling and relationship led culture. Therefore, the common norms of higher internalised commitment on the part of longer serving, more senior staff comparative to more junior, inexperienced staff are not being seen.
It can also be argued that these effects account for the uniformity across employee groupings in terms of compliance commitment ± in the absence of commitment based on shared common values employees are displaying relatively high levels of compliance commitment (i.e. in the immediate instance the main basis of their attachment is an exchange relationship). Such an argument is predicated on the existence of a negative relationship between internalised commitment and compliance commitment. The existence of such a relationship is indirectly supported by the literature (see, for example, O'Reilly and Chatman, 1986).
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In essence, employees within the case bank are displaying the patterns of commitment which we would expect to see if all the employees were relatively new to the organisation ± moderate levels of internalised commitment, coupled with moderate levels of compliance commitment.
Where the bank differs from this scenario, however, is in the fact that intent to leave remains moderately low. This can be explained in part by the high levels of identification commitment, coupled with good terms and conditions of employment, and, it is believed, previous positive employment experiences with this particular organisation on the part of the employees.
It appears from the analysis that the case bank has reached a critical point in its attempts to develop a relationship marketing culture, and now faces danger on two fronts. In the immediate instance the change process itself may be under threat as internalised commitment has been shown to have a statistically significant impact on employee acceptance of change (Iversen et al., 1996) . Indeed, the extrarole, prosocial behaviours associated with high levels of internalised commitment are essential for the successful implementation of change and underpin many, if not all, of the strategies advanced for overcoming barriers to change.
Secondly, it can be argued that relationship marketing ± the type of culture which the bank is trying to create ± more than any other marketing strategy relies on the prosocial, extrarole behaviours associated with high levels of internalised commitment (Berry, 1997; Iversen et al., 1996) . The likelihood of further change initiatives being successful at this point in the case bank's development is questionable. It appears that the immediate need is for a period of socialisation to enable employees to embrace the diet of change which has been presented to them thus far, i.e. to re-establish internalised commitment.
Conclusion
Much has been written about the effects of organisational change on individual behaviour. This has been matched by much discussion in the literature of ways to manage the change process aimed at ensuring continued employee commitment, and the benefits associated therewith. The initial findings from the exploratory study provide evidence to support the contention that where change is fundamental and affects the organisation's core values, the basis of one of the core constituents of organisational commitment (internalised commitment) will be eroded, with implications for its other aspects (notably compliance commitment). As internalised commitment is positively associated with behaviours essential for the successful implementation of change itself, this has serious implications for the organisation. The very nature of internalised commitment also causes problems ± values are complex, and it may well be the case that employees whose values were once congruent with those of the organisation will be forever lost in terms of internalised commitment following fundamental change to the organisation. This also has serious implications for the organisation, given the argument that employees originally holding the highest levels of internalised commitment will probably Journal of Managerial Psychology 15,2 142 occupy senior positions within the hierarchy (the prosocial, extrarole behaviours associated with such commitment having been instrumental in gaining promotion for such employees).
Many of the techniques advanced in the literature for ensuring continued employee commitment in the face of change do not address the fundamental nature of these problems. For example, increased employee involvement in the change process may increase understanding and lessen uncertainty, but if employees' personally held values do not concur with the new value system within the organisation, then such approaches will do little or nothing to restore internalised commitment. Similarly, the use of informal leaders and methods aimed at convincing employees of the need for change do not address the core issue of ensuring value congruence between employees and the organisation.
It can be argued that such techniques may be successful where change affects the level of work practices, but does not disturb underlying organisational values. In such cases, logic and understanding of the need for change are required, to ensure continued commitment. However, when the change occurs at the level of values, more fundamental approaches are required. The aim of these must be the re-establishment of internalised commitment, not its continuance (as, by its very nature, this is not possible). Such approaches are likely to include intense periods of employee socialisation. However, it remains distinctly possible that some employees will find that the mismatch between their own personal values and the new organisational values is an unbridgeable gap. For such employees, future commitment will be based on compliance and identification, which carry their own implications for future employee performance.
In conclusion, the foregoing analysis provides evidence to support the three hypothesis model of the effects of change on employee commitment put forward. However, further research in the form of a confirmatory analysis is required to overcome the shortcomings of the exploratory approach adopted. This is currently being conducted within the case bank, and will form the basis for a further report. Investigates the internal organizational factors that affect employee commitment at times of organizational change. Explains the development of a questionnaire designed to measure employee commitment, investigate the factors influencing this commitment and identify the activities used by organizations to stimulate it. Surveys human resource managers of organizations in The Netherlands and identifies some correlation between work/organizational characteristics and commitment. Also identifies the impact that commitment has on the organization and its performance, and the activities that stimulate commitment. Concludes that commitment is associated with colleagues and style of management, both of which are part of informal organizational culture. Links this to discussions on learning organizations.
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